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1, Ship repair yards in practice are enterprises of a gensral purpose type
which have a great number of diverse shops (tsekh) and specislties and
which carry out fron beginning to end all repair work snocountered on ships.

2. Up to the present time, owing to the many types of ships, their equipment
and the lack of s suffieient quantity of interchangeable spare parts and
maohinery in stook, the repair of each ship has been dens individuslly,
without the necessary organizational preparation, Thus, handioraft
methods of work prevail and thers ars often times when, dus to the bresk-
down of an individual machine or part, shipe stand idle, waiting for

the manufacture of a new part.
The following ars sxsmples illustrative of what has been saids

(a) The tugbost leningrad, belonging to the Astrakhan Rosdsteads Oil
Tanker Stesmship Agenoy (Reydtanker) was taken out of operation in 1939,
The basic work to be done was to chamge the plating of the hull and to ;
replace one boiler, By the beginning of World War II the hull of the ‘
steanship had been replaced, but they had to wait t111 1549 for the boller,

ng this same time there were several steam boilers at the shipyard
Tenth Anniversary of the October Revolution, These boilers were none
quid assets, ineluding ome which was suitable for the tugboat leningrad. 25X1
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However, use of the latter boiler was never authorized since all of the
“'boilers on hand in the yard were earmarked [cr 'a steamship which had been
under construction sinece 1935, but wnizh in fact was mever builte In
1940eli]. construction of this steamsiip was deleted from the plan altogether,
and in 1951 the hull which had been made for it had become covered with
rust and overgrown with moss and tall weeds. In 19L9 a boilsr was obtained
for the Leningrad, but the new hull had become completely worthlese and
the steamship had to be classified ac permanently in disrepaire In 1951,
the steamship Leningrad, half-sunken; wes placed in Zolotoi Zaton, in
Astrakhan, The local inhabitants had stelen its wooden parts for fuel
and the other parts, which were still serviceable, had been removed by
machanicss The steam boiler which had been available is on a barge in
the oil port in a bad condition due to disuse and is now listed as
squipment in excess of allowance.

(b) The tanker Molotov of the Caspian 0i} Tanker Steamship Agency
(Kasptanker) with a cargo capacity of 10,000 tons was placed in capital
repair in 1949, However, the tanker remaired in repair nearly 300 days
more than the planned period of time because of the bad and poorly timed
preparation of technical documenta.

(c) The steamship Mikecyan of the Caspian Dry Cargo Steamship Agency
(Xaepflot), with a cargo capacity of 1200 tons, remained in repairs, in
1349, over 210 dayz above the planned time bLscauss of the poor supply of
materials and parts. Similar occurrences are encountersd in the majority
of ship repair yards both in the Ministry of the Merchant Fleet and the
Ministry of the River Fleet,

3¢ In the postsWorld War II years the Ministry of thie Merchant Fleet (MMF)
with spscial persistence began trying to find ways to shift over to new,
more modern operationsl methods, which would increase the rate of repairs,
and sssure & ocurtailment of the time spant by ships. undergoing overhaul, {
Included among these basic measurss are the followingg

' (a) B8tandardization in the MMF (not an all~union standard) of msin and
auxiliary nachinery, and aleo of interchangeable spare parts through
specialisation of the production of individual plants in certain equipment.
This measurs, if carried imto effect, will, through effecting repairs by
unit replecement of equipment (agregetnyy metod), afford s sharp reduotion
of idle time spent by ships undergoing overhauls, Howsver, this measure
did not receivs nass dissemination because of the stagnation and. bureausracy
in the central offisas of the Ministry and because it was inpossible for the
ship repairs independently to improve their working methodes Ia this avent
8 change of program for the yards is demanded,

(b) Introduction of speedeup methods of ship repair. This method has
been nost widely propagandized by the Ministry and by 1951 its intredustion
on a rudinmentary scale was mads nmandatory, The speedeup method of ship
repair, on the whols, depemis on the initiative and state of erganisation
of the oollestive of the enterprise, a fact whioh ie most alluring for the
aentral apparatus of the Minisu.y, since it relieves them of superfluous,
brainwracking worke Im 1951 the introduction of speed=up repair sotually
was & propaganda dodges Directors of the various yards publicly stated *
that repair of certain ships (usuelly cne or two) would have to de carried
out by speed=up methodse Speedeup repairs of ‘one or two ships was carried
out with a great deal of propagands bluster, but 30 or LO other ships stad
idls in repair snd the opening of the navigatiom season was delayed,

All attention was to ene or two ships by the expediter {skorcstaik), the
best workers wers assigned to them, and materials were allotted under
first prioritye

* (c) Ship repeir with working forces from ships!
This repair 18 of two different iypes:
{}) With remsval’'nf the ship from operation, usually in the winter,

(2) without removal of the ship from operaiion,,the repairs .
© ‘being mmde”wlthar with the ship underway or between voyages while it is
. a% anchor.
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This method wzs & sort of counter=measure by the yard and steamship agency

- management against the introduction of sppedeup repaire The selferepair

method makes it posaible %o shift the entire burden of work from the
shoulders of the managers to the shouldersof the enlisted mechanics, .
captains and group engineerse The regulation for ship repair by work forces
of the shipa' crews was worked outﬁand it was put into effect
vy order of the Minister of the Merchant Tleet as a model regulation for
all organizations of the Ministry of the Merchant Fleet,

The problem of processing technical cocuments has always been acute in 25X1
the Merchant Fleet, Prompt and technically competent compilation of

technical documents for ship repairs has been lacking. Repair records

were sometimes compiled by temporary persomnel or by analogy with old

recordse Furthermore it was almost impossible to obtain price lists or

manuals on estimates. From 195C cn, the Ministry had bégun to pay serious

attention to the processing of technical documents for ship repair and

required an abFnMnJhnaLnnAhTir prompt and corract compilation,

In this report the procedure in the proceasing and

novement of technical documents for ship repair,

The initial documents invelved in the repair of a vessel and vhich nust
be available on each ship are:

(a) Log books for recording defects, both of the hull and of the
mechanical parts,

(b) Resslts of preventive inspections.
(o) Msasurement of the wear on parta.

All data which describe the mechanical condition both of the various parts
and elemonts of the ship are entered systematically in these documents,
in the course of the ship®s operations,  From these documents one can
ses vhat defects have arisen on the ehip, those which have been eliminated,
and thoss whioh ars yot to be elininateds The quality of subssquent
repair doouments depends on tho completensss and quality of the entries

in these docunents, These initial documents are found on board ship, in
the Department of the ShipeMechanics Service and also in the inspesterate
of the Maritime Reglatry (Morskoi Reilstr). ,

Records of all defeocts ars kept on each ships The defaots are extrasted
from the log for recording defects, from entries of the results of preveative
inspections and from die measirement of wear on parts (items s, b, o, sbeve
in parsgraph #5), snd erd.entered in the so=called recerd of defects
(defektnays vanmt*}. Deféots are grouped in the followlag erder!

{4) Main engines and boilulo
(b) Bngines, deck wuxiliary uackinery ard pipelina eystems.
(o) Elsotrical equipment and radio oquipment,

" {¢) The hull, living and service spaces (holds, tanks, mess halls,
heads, eto).

The charaster and amount'of work involved in repairing each defect sre
shown in the records Fer example, replace LO square meters of six mm steal
plating on the hull between the 20th and the 25th ribas on the starboard
eide) or, rebabbitt eix jeurnal bearings on the port intermediate shaft

(prunhutoehwy val) with diameter of 200 mn, Bearings #k, #5, #6, #1,
ﬂﬂ- &‘w I-li Awm hahhdde.
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The records are compiled by the senior mechanic and the captain of the, shipe
Usually the senior mechanic entrusts the compilation of the record to the
assistants assigned to the branches ‘(2nd mechanic + main engines; 3rd mechanic =~
boilers and steam pipelines; Lth mechanic = deck machinery and auxiliary
engines), The record of defects is coordinated with the group engineer of
the department of shipemechanics service of the steamship ageney to wiiich
the particular ship is assigneds A group engineer provides technical
services for a group of ships, Which group is determined by the apecialty
of the engineer, i e Diesel, steam, barges, etce The group ‘engineer must
carefully check the plannad volume of work which has been entered in the
recordss Superfluous work or padding of the work volume as comparaed with
vhat ie actually needed leads to a rise in the estimated cost: of repairs
This in turn gives the yard performing the work opportunitie. for sbuses
(such as gedting excaess money for repair work from the steamship agensy
and giving exaggerated indices for fulfillment of the plan)e In the case
of fulfillment of the repair plan by working forces of the ships? orews,
such padding would afford the opportunity to the ships' crews of earning
easy money, Subsequently the record of defects must be soordinated with
the yard performing the work through the yard technologist or the chief

of the estimstor groupe The record of defects is kept on board ship and
in the hands of the deptrtnent of the shipemechanics service of the
steanship agensye

The repair record (remontnaya vedomostf) is the next step in'the documentation
of ship repair worke After the record of defecis has been revised completely,
the process of ocompiling the repair record is begune. The repsi> record is
coxpilnd by the estimator group of the yard performing the work in the event

it is yard repair worke If it is ship repair by working forces from the

. erow, the record is compiled in the ship=nmechanics service of ths steamship

agency. A uniform repair record has been eatablished for eash ship and the
fora consists of the following elementas

(a) Repair record for the hull
(b) Repair record for mechanical parts
(o) Repair record for slectrical equipment

{d) Additimal repair record (in case additional work arises not
recorded in the resord of defects)

Bach of these items oonsizts of the total .xounts fort
(a) Labor costs
(v) Oosts of materials
(¢) Overhead expsnses

Ususlly in order to cempilethe repair record thers must bs available the
"Manusl on Cost Figures for Repair Records*, which indicates the amount of
laber required for a particular job and the quantity of materials (in terms
of consolidated indices)s Besides this, thers must be availsble a price
list for siip repair materials. Howevar, there are almost nc mammpds on
cost figures in the Ministry of the Merchant Fleet ()tF), or, if there are,
they are only for individual jobse In ordsr to figure costs for the repair
records, the estimstors uswally are obliged to use the "Nandboeks of Norms . . ...
and Price Rates for Workers® on ship repair work and alse price lists.
Piguring costs from manuals takes considersble tims since the outlay of
workiag time is broken down by individual small scale opsrationse After-

6\-- acdblmadon heoe csatoenlodad dha wmansden wmsnnmd 44 hoan o ha olonad he thﬁ
Sevinm Yvs une v-.\u-nv-u - 2 Cposi lvvvnu, AV AR WY VS Gigiou vy

“ia. .sv,tnr.;wrnw of Voe mariiims regisiry and the foilowing eificials
the shipyard: the chief of the estimator gmup, the chief of the

phmﬂ.nc anG production deparimsny &nd the cinisl suxinesre. Thereypon the
record goes to the stesmship sgency where it is signed hy the captain and
senior mechanic of the ship, by the group engineer of the ship-mechanics
gervise within whoss specialiy it falls, and it then must be aporoved by the
chief of the shipwmechanics service. The rapsir records are kept im the
ship=machanics sarvice of the stesmshin agensy énd and 1- ths yerd perfarming the

'ork-
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After processing of the repair record has been completed, the compilation
of the estimate for ship repair begins, 43 2 rile, Tour estimates are
compiled, )

(2) Estimate for capital repair
(b) Estimate for mediux repair °
(¢) ZEstimate for routine repair

(d) Estimate for ship repair by working ferces from the crew
The total outlay only for each ship 15 cited separately in the estinates
(without a breakdown for the jobs technologically). Funds for ship repair
are requisitioned by estimate., The estimate for ship repair is signed by the
following officials in the steamship agencys; the compiling engineer of the
branch of he ship~mechanice service for shir rzpeir, by the chief of the
shipemechanics service, by the chief of the planning department, by the chief
of the department of labor and wages; by the chlef engineer, and then by the
chief of the agency. 'The estimate next goes tc the glavk exercising jurisdiction.
In the glavk the astinste is checked by the c¢hiefs of the planning md technical
departments sand if enough money for the ship repair has been allotted to the
particular stesmship sgency to pay for the estimate, then these persons sign
it and give it to the chief engineer and the chief of the glavk for approvale
An estimate for capitel repalr must also be approved by the chief of the
planning and economic department of the ministry and thereafter it goes to
the minister for approval, ' ‘

In practice, approvel of the estimate is effecled otherwise, Appropriatiocns

for ahip repairs are not allotted, on the basis of actual requiremente but are
considerably reduceds Then &n order is written on the estimate: "Bring the
estimate into conformity with the sum of (blank) rubles.appropriated by the {
government®, The estimate goes back to the stesmship agency, where a correstion
of the repair record is made for the purpose of adjusting the sum of the
estimate to the anmount of the appropriation. It often happens that necessary
repair jobs have to be eliminated to the detriment of the future technical
condition of the shipse This situation results in ships operating on the

verge of breskdown, called na iznoss Over=expenditure of monsy is not permitted,
nor ie transferring funds betwesn items on an approved estimste authorised.
After approval in the Ministry, the estimate comes to the steamship agency

and the yard which will perform the work. The original of the estimate is

kept in the seoret department of the steamship agency. Copies, with the

legal oharacter of secret dosunments, are to be found in the possession of

the chief engineer, the chisf of the shipe=mechanics service, the chisf of

the planning department, the chief of the depariment of labor and waeges and

the chief accountant,

Contracts between the repair yard and the clisnt are formulated in certain
cases. If the ship repair yard is subordinsted to the ateamship agensy, no
contract for ship repairs is concluded betwsen them. In this casec the
steamship agency by directive instructs the yard to start the ship repairs
and to complets them within a defined time limits An analogous procedure
for handing ships over to a-shipyard for repair occurs if the yard is
swbordinated to the same glavk as the steamship sgency, yet noi direstly
subordinate to the agenoy. Im this case the steamship agency compiles the
draft order for ship repairs, and the chief of the glavk signs it,

In som cawes the ship repair yard ias subordinated nsither to the stesuship
agency nor to the same glavk as the agency, but to some other glavk, for -
example, the Chief Directorate of Marina Industry (Qiavmorprem) or the
Ohief Directerate of Mashinery Construction Enterprises (3lavmashprea).

The steaaship sgeney then must conclude a contraci for ship repair with the
yard, There sre twe types of sioh sontracts, a general contraot and a iovai
contraot. The contract is sonoluded for a single ship or for a group of
ships, depending upon Lo citegory of repuir work invoiveds ’

L. R
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’ 11. In thees contracis the mutual rights and obligatioms of the parties are set h
v : - forth, The usval terms found in such contracts aree . L )

(A) Responsibilities on the part of the steamship agency

(1) Making the ship ready and putting it into repair prompily ’
(processing of estimate documents, plans, diagrams, diemantling }
(razorughenie) and cleaning of the ship)

(2) Prompt supply of ship repair materials ( if by contract
stesmship agency is to supply them)

{3) Prompt transfer to the jurisdiction of the yard of those
crew members who have ship repair specieltics

(L) Assuring the constant conirol over the progress of the
ship repairs

(5) Supplying the necessary small craft to deploy and rearrange
the group of ships (karawan) in repair (normally occcurring during the
winter months when there is no navigation)

(6) Msking provision for icesbreaking and all<hands job for
the group of shipe (karavan) in repair, This would also ocour during
winter repair operations when nmumerous ships are tied up alongside one

anothere

(7) Prompt oarrying out of work involved in acceptance as the
ships are finished

(8) Making prompt monstary settlements for ship repair work

(9) Prompt removal of repaired and accepted ships from the {
quays of ths shipyarde

(B) Responzibilities on the part of the shipyard

(1) Prompt carrying out of ship repairs in conformity with the
time limits and schadules laid down in the directive

(2) Assuring the requisite quelity of the ship repairs

(3) Provision of guards for ships at the quays oZ the shipyard

(L) Assuring timely delivery ef repaired ships to the client
(C) Regulations binding on both parties

(1) All questions comnected with unforeaeen jobs on a ship, ie
jobs not envisaged by the repair record but arising in the course of
repair, are to be approved by the yard jointly with the slient and
representativesof the Maritime Registry

(2) All repair of ships must be carried out under the auporvi-ion
of ,;-epronntntivu of the Maritime Registry

(3) The instructions of the representatives of the Maritime
Registry are to be carried out completely in the course of repair
and at the time of dennr; of repaired ships to the client

(L) In the contract there may be a stipulation for the payment
of a bomus to the shipyard by the client in the event that ships are
released from repair shesd eof time sid for imposing & penalty on the
shipyard by the client in the event of tardy release of ships Irom

(8) All disputes between the client and the yard are to be
decided by departaental precesdure )

L f_ 25x1 |
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12. There are specific vime schedules established for ship repair worke. Defore
a ship is placed in repair the shipyard, jointly with the client, must make
up schedules of works These schedules stipulate the time limiis for
cempletion of work, by elements, for each ahip and are approved by the yards
jointly with the senior mechanics and ship captains. These working schedules
are coordinated with the shipemechanics service of the steamship sgency.
Depending cn circumstances, necessary corrections can be made in the
working schedules during the courase of the work, but only wlthin the limits
of the directive schedule, The results of schedule fulfillment must be
added up every ten days.

13, In the Ministry of the Merchent Fleet a number of the ships have been
transferrad to the principles of busineas accountability (khozraschst).
These particuler ships have booke kept on the expenditures borne by tiaw
and the rasvenues received as & result of ehipping operationse In order %3
record the expenditures borne by & ship the centains are issued special
quota books (Iimitnyye knishki) of two typess the present time in the
Merchant Fleet, daily expsnditures for repairs are recorded only for those
ships being repaired by the crew., There is no daily record for ships being
repaired in the yardss Thers were attempts to iniroduce this kind of
bookkeeping for the repair records, but this turned out to be hardly
feasible owing to the lack of personnels Repair expenditures of ships
operating on the principles of business accountability (khozraschet) are
not computed until repair is complsted and they are recorded as a total
under “expenditures for ship repair® for *hose ships which have been in
shipyard repaire For ships whose crew. sz performing the repair work the
following expenses are regularly racorded:

(a) Wages

(b) Crewst rations

(c) Materiels

(d) Spare parts andi components
(e) Shipyard services

(£) Miscellansous expenses

1ke An order (zakaz) and a work order (naryad) are 4wo busic doouments involved
in ship repair work. A sakaz ic an order to the planning and production
department of a repair yard, The zakaz states the work to be done, the
s 2cifications, the time set for sompletion and the quantities to be
manufactured. A work order (naryad) is directed to the workers by the
shipyard and contains the units to be made, the norms involved and the
costs. EBach naryad is kept on file by the chief accountant for the ship
repair yard, Before the ship i= put into the quay of the shipyard, but
after the approved repair recerd is available, the ship=mechanics service
of the client steamship agency submita a saksz to the yard, This zakaz
calls for the manufacture of varicus parts and sexiefinished materials as
well as for repeir joba by elemente in conformity with the repalr records
The zakaz pDassas through the planning and production department of the yard
and is received in the workshops of the yard in the form of a naryade In
the narysd issed to the workers for a particular job, it is mandatory teo
quote the number of the zakaze A naryad which does not carry the number of
the authenticating sakaz is invalicd and will not be paide Ths sakases are
control documents (besides being the basis for the working documents ef the
shop chiefs) which make it possible for the shipyard to keep check on the shop
chiefe and foremen, This prewents the latter officisls frum giving ercess or
unnecessary work te the yard workerse It alao prevents the shop chiefs
‘and foremen from drafting false naryads so ss to increase the pay oi the
workers for work actuaily net fulfilled.

e
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Cartificates of percentage (akty protsentovki) of work fulfilled are used

as” a check on the fulfillment of ship repair worke 'Feriodically, once or
twice a month (depending om the terms of the contract) the client and the
contractor check on the pr,d_gi‘esa of the ship repairs and deternine the
extent to which the ships are finished, The results of the inspection

are recorded in the certificate of percentages of work fulfilled which

is signed by the representatives of the clieni steamship agency and the
repair yard. The certificéte with the joint signatures serves as the basis
for the shipyard presenting the client with a Lill for repair jobs already
completed and for giwing é:¥éport on the fulfillment of the ship repair plan
for a particular period of time, The certificate of percentage of work
fulfilled is checked by the representatives cf the local imspectorate of
the Maritime Registryo

The certificate of acceptance of a ship from repair is a further document
required in the repair of MMPF vessels. On the completion of ship repairs the
client jointly with the local inspectorate of the Maritime Registry must
accept the ship, The acceptance of the ship tskes place in twe stages, in
both of which the representative of the Maritime Registry plays the
dominating role,

(l.) First stage of asceptence invoives the following elements:
Prelininary scceptance of the ship takes place at the yard and dock
trials (shvartovyye ispitesnd &) are helds At this time a careful inspeotion
of the whole ship is carried:out by way of dock trials and the quelisy
of the work both on the aschinery and on the hull is determined, If the
yard iuspection showa satisfactery results, the dock trial with all of the
machinery in operation is donducted while the ship is still at its berth.
If the operation of the muin and auxiliery machinery showe satisfectory
results, then the first part of the certificate of acceptance of a ship
from repair is drawn up, and the ship is cleared for the second stage of
acoeptance, =

(b) Second stage of acceptance includas the following itemer If necessary,
the representatives of the slient, the repair yard and the representatives
of the Maritine Registry make tests of all the ship's neohinery in operation.
The tests of the ship's operation include; the speed of the ship for a
neasured mile, mansuverabilidy, turning radius (sirkulatsiys) and reversing
gears If the spoed tests shéw patisfactory results, the cersificate of
acoeptance of the ship from repsir is filled in completely and is signed
by the representasives of the yard, the client and ths Xaritime Reglatry.
The representatives of the 1atter activity enter in the certificate their
appraisal of the qualdby o2 ¥he repair, 1 e excellent, good or satisfastory,
A ship ismot accepted frasPepair in the event of a rating of less than
savistassory, The vuu_i’ibgiﬁi bs accepted unless the representative of
the Marisime Registry approves ¢f the quality of the worke

The certifioate of delivery. ef the ship into operasions is the finsl stage

of the doowumentation imvelved in ship repair worke As a rule, this

cerdificate 4s dravn up by M, ship-nechanios service and operations servise

£ the steamship agency. The fermer releases the ships from repair when

are fit for operaSisndh, while the latter accepts the vessels for cperations.

The serdificate of delivary.is’drawn up among the representatives ef the
Maritine Reglstry, the Wum (Portovyy Wadser), the Militarised
Quard (Veldir), the Mediedl: I alon (Sanitarnyy Nadeor) and the Aceident
Prevention (Tekhniks Des ’h!) aotivitiess A ship, in erder %e be

released Vo eperations, M 0  eompletely equipped and previded with fire
fighbing apparatus and 4%.mes$ alse meet the requirements of the agenciss

of medissl oupervision and sBeident prevention, After dhe oceréificate of
delivery of a ship e eperations is signed, Ane ship is free to leave on a

Togeugee
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